- v "¥approved For Relw 0: C|A-RDP78-;8471§A,001700020025-6‘34%’ A
. N EE s 5 ¥+

o
-

.!‘ : ) s .
= -
W ERE ) .
ki = )
¢
Fas
.
:

Suppart Planning at the Program Level

ILLEGIB

Need and (Objectives

~

1. The revised Clandestine Services planning system con:bemphtes
that Support Planning will be an integral and concurrent part of the
planning process. The primsey cbjectives of this principle are as fol~
lowst :

&¢ To ensure that cperational plans are reasonably confined
within the limits of our over-all capabllities and to enswe that
in estimating these capabllities full recogniticn is given teo the
fact that support cepebilities are an essential pert of the wholee

b To provide a process for the detection of present cr poten=
tis1 deficienoies in our support capabilities in order that timely
plans can be made and action taken to avoid or ceerect such deficien~
cleg.

2. To accomplish these objectives it is recognized that operational
planners must learn to give groater consideration to ths support require-
ments of their operations when drafting plans for future periods. It is
simltaneously resognized, however, that operational planners do not have
and should not be expscted to develop such an awareness of the complex
problems of support planmning that they can identify their support require=
mente (to the support components of the Agency) with sufficlent accurasy
and comprehensiveness eo that the latter can take adequate and timely
action to mset these requirements. ‘ :

3¢ The solution is to bring operational planners and suppert plan~
ners into collaboration with esch other in the provcess of determining what
the %_o_r} r%nirements of projected operations will bs, what the deficien~
cies B8y o8 ties sare or will be, and what must be done o remedy
any demfeucias support capabilities.

be A complicating factor and one which dictates collaboration on
support planning 4s the fact that the funds, suthorities and plans nceces-
sary to satisfy a portion ‘of the support requirements must be provided for
in the cperationsl programs of the ID/P. In sddition, however, the funds,
authorities and plans necessary to setisfy the balance of the support re~
quirements must be provided for in the planning docunents and programs of
the TD/S. This faoct alone recommends joint develupment-and-analysis.of. i
the rmajor elements of the support requiremen " . )( V. .o
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1, The bisteric barrier which prevented and 4o 4 tha inbegration

of support plaming snd operaticnal plaming primardily atemued from ascepte
od principlas of #nesd-to-imow? and ngacurity by aewtmmﬂm.“ In

pert, this problem has peen eliminsted by delstion from the new ¢landsstine
Servises plamming systen of requirensnta for tha dlaclosure of senpltive

" data which might jdentify specific tergete. Several gthey measures have
pbeen teken wiich will permib collsborative puppext planning without endanger-
ing the needwto-know principles Thess are ag follews:

a. Arvengements have besn meds to control the copy diatribu«
tion of the basio docunente called for in the Clandestine Services
planning gystese 1n addition to copy control, SIposUre ¢ abeol will
elso be imposede Any copies of plaming dodunenta releasad for Supe
port Plamning purposes will be delivered to the S8A-DD/S. A control
gtamp will be impoaed subpequently on thate Agcumsats whioh will
establish & responsibillty to expose the sontents only te desl

key plamming officislis within the wupport components of tha D/ Sa
These officlsls will have been i entified by name amd function to
the Clandestine Services and their noad~to-know will nEve been ocons=
ourred in by the Clandestine Servicese 1sstly, & resord will be
peintained evidencing the sotual eXPOSUTS of any sush document to
thess subthorised officinlse

b A mechanism has been evolved which will assure that suppord
plamming &8 rslated to Clandestine operations 15 dune by & mimimmus
nupber of experienced and competent sappord plannere Each suppord
component will devlgnate one of WS planners by nans for acoeplancs
by the (landestine Servicess Whire warranted by the pleammlng worklomnd,
individunl planniog officers will bs designated to work with one o
more specified Srea Divisions. This will permit a degree of securdly
cm@wmmtim‘z and will assure pontinuity of sotlon and experlence,
and the development of peraonsl working relatlonships.

8. These support plenners, while representing thedxr individual
4 components, &re urdted in s working body ae the Support Comr
mittes of the clsndeptine Serviees Planping Besrds In addition, the
SSA-DD/S o his designes 1A the Chadrmen of the Support Commultbens
Thus, by this mechanism a relatively small grovp of planners will
Individuslly ropresent thelr components, will be responalve 4o the
CGPE end, through the S3A-ID/3, the group or any golect parties
thereef oan be twought to beer oo Iy unaewal. suppord problems aris-
jng from any SOUWXCS. In summry, it is believed that this mechardmm
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will cancentrate plauning expsrdence and lmowledge among &
small number of people, will lead to betbter and more responeive
support planninge.

Herking Relationghips Belwnen Support Plaovers and Operating Divisions

1, The fact that the revised Clandestine Services plasning system
comberploves that support plamning will be an integral and concurrent
pert of the plamning system ig at this stage an expression of polloy.

It does not indicate the sotuval plaming prosess whiochk is contemplated
nor the working procadurss md relatienships considered necessary tw
carry out the comcepte. The primary purpose of this peper iz to eatabllah
a common platform for the developrent of sulteble procedurss snd workiog
relationships which will lsad to the developwent of an effective muppord
plamning system.

2. The principles underlying thils concept are very simple. Thoy sre
ag follwwas

as Support plamers will have access to copdes of thoss C3
plarning docwmsuts whick contain signifisant infermation relative
to support plannings These include the Basic Plan and Annexes &
arst C, the Country Appendices and the Country Progrsms. (In this
the Initial effert at collaburative euppert plaming, it is con-
eidered necsssary that each Division hold sn informal conference
with the small group of support planners with whom they wlll work
snd give thom an sdequate briefing on the sciivitiss constd tubing
Mission I and the major continuing tasks contadined in Misslons IT,
ITf, and IV. The objentivs is to esteblish a mutual feundation
for a1) subsequent discussions with the individual suppert planners.)

be The Chiefe of Admindsiration of the Sres Dlvisions will
collabirate closely with the Plarning Officers of the support com-
ponenta in the development of a system for forecasting swpport re~
quirementa so thet regquirements ars ldentifishly related to operaw
tional activities boing plamed. To the optimum degres support
plerming shall be done within the offlicen of the Area Divialon by
Joint atudy and cenforence.

Ge Support Plameys shell, to the maximm degrec, Dwnish
date and informetion whish will assist in the forecasting of re-
guirements snd shall continuounsly strive te develop means to
ginplify the task of forecesting requirements.
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Generel Steps in the Support Plenndng Procepse

1. The actual planning exercise iz simple in concept bub only time
and experience can make it ac in practices The process as & whole in-
volves the following steps:

ss Analysis and compilation of the support reouiremsnts
of prejected sporations within the seme con of plenrdiig
assumptions, operational conditions, oblectives and tasks which
govern the organizing asnd presenting of the operational activity
ﬁ:wmastm le#4, the Qupersl Flan, ﬂmmw Appendices and Countery
RELr&ans e

bs Bvalunation of cwawant sapperd capebilities relative to
ths projected support requirements to determine anmy deficlencies
or imbalancess

‘ve Detarmination of sotlong or slbernstive sutions which
will aliminate deficiencies apd correct imbalsnces.

de Delsrmination of the persovmel and funding requirercnis
and the authorities nsceseary to the sccomplishment of theas
ections snd detersination of the fiscal yesr(s) in which the
sctions must be laken.

e. Determination st the DD/P, ID/S, and, if noed be, the
DCY levals ag to whether or not the setions necessary to elimi-
rate support deficiencies will be anthorised or whather oporaw
tional plans shall b2 cud hacke

fe Adjustment of subssquant plamning snd badgetary docwnents
and personnel cellings to reflect the decisione resched. Those
adjusteenty wust by reflected fo the plamming docuwmants of both
the DI/P and of the DD/S whers and as sppropriate.

2, The most criticsl of the steps cutlined above is the Lirst one,
leee, the forecasting of the support requlrements of the plsaned operae
tions. The ertivs reocess leading to I &whxmﬁnt of support sapabilie
ties cormonawrate to the nseds of the approved opeatienal plan is depepd
ent upon the thoroughness, ingenulty and energy which is spplied to this
rotetss .

3. The categourisetion of all operstionnl activities inte fouvr basis
meslons, and the further snelysis of Mseions 1T and IOY iInte types of
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action heving distinetive characteristice, provides o sound and loglcal
basie Loy the fovecasbting of swpport requiremsnts. This is particularly
trus of Misslon I, witish of Lieedf fe the "support mission.® Mission I
reflecte future plame for the basic oversess station strusture through
which alwmost all operations receive thelr direction and support. It
aleo reflsuts all other field sotivities varried on for the genersl supe
port of Misalons TX, IIY and IV, which are the teue cpsratiornal mieslons.

Spacific Tssks

1. The first spesific task, and the major one ia, therefore, to make
a thorough snd complete analysis of all activities constituting the sup-
port Misslon. The prerent sdequscy or tnadeguacies of the fisld station
structure must be stedied. Plane ruat then be mads with respect to thd
expanglon, corlraction or wodifiostion of thls basic spperatos es called
forr by the eperationald plans uwnder counsidaerations

e Ap guichkly ss anslysis of all besic suppert activities is come
pleted, the swpport plamers nust be collectively briefed thereon by the
Chief of Admindeiration of the Aves Tivision.

3o Iu the Meanbime, esch swpport componsnt must develop & check Jist
of all of the basic services 1t is called upon to render and the critical
dats or Informatden whiloh will permit an adequata fovecast to be made aa

to the levsl of service capebilities which must be maintained or developed.

e Simdleriy, a check Lisd of all significent or long lesd time
equipment ttems or facilitiss which may b roguived fyom Headquarbers mst
be daveleped for use dn serntinising the operatiensl plans.

5s  Thers muet alse be o chech liet of the major servicez and/or
facilitles which the £ield support and pperaticnsl eppsratus will obtain
forr 1tsell by louonld provwemsnt. This check list would be used in the
devslopmsnt of the requirements for personnel, funds and suthoriities so
that proper provieion therefer can be mede in the Country Programse

Go The nont step lv to debtermive the asimplest, yet sdeguate, gource
of Informetion which wiil poretd sy adecuste Torscent of the arlideal rew
guiremea’s on reflseted in the check Linta to be scconplished. In many
capes, the suppert components thowselves should he able to provide besic
data on the natore, volume, and cost of current requirements and may be
abhle to provide eaperience factors o jJudgmerit which will accurately and
pagily accomplish the ferecast of requiremenis relative to fulture operae
tlongs In other cases it may be necessary to seek informetion from the
field or bo undariake snalytlesl studies.

5
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fe In any event it iz dmpevative that the support components ami
the Chisels of Admindsiration of the fres Diwisieme jointly develep ways
avd mesie of compiling espentisl dota and converting it inte maandaglal
extdmates of Patre supprord requirements. In so doing, full resognition
mint be glven to the fect thet methods wivich may be suiteble for ope
Avea Divizion may be wmecesesry or lnappiiceble to snother. Similarly,
it nuat be recognized thot smoh desirable op sosentisl informetiosn will
not be svellsble in this initial effurt because our vecords ausd reporting
systems have not a8 yet been Lrought inte aligwment with the revised sys-
ten for crgeunilwing anipresenting operatlonsl plans.

8 In thie process of fwreoanting support requiremants, 1% ie impers«
tive thalt adeguate working pepers be developeds This is eesentisl se that
the requlrementy s determined san be owmmpdlsd in an ocderly mEnne . canted
out, totaled and sumwrised in sppropeiate budgetary swlegarise. It is
alsg vacessary s thel regquirements coam bs reapp aised and sdfusted as operde
tionel plans are aljusted ot fubure planning stages. ILestly, adequote wewice
ing papers ore sspentisl no that support plennewg cen earyy ook meeningful
detalled inforsation 4o thelr own components for use in plandng for the
Punotione they will be called upen to perform.

Je  The plaming procese described above for Mission I wenld esoene
tlally be vepoated for Miasdions II, LYY, and IV, but in & sach ginglified
wanney's  The suppord reguiremsats of Misslon IT ere redatively nowinale
Note, however, that atbention should be glven 4o the suppart impllcstliong
of any significant changes in the level of FI operstions in the fowr bypes
of action categoriss. The Chiafs of Adwinistration of the Ares Divizions
should ascertain, in conjonction with the Suppuct Flarmers » Whekhey ey of
the relatively fow darge TL projects ceontaln any long leed thme, levgs o
wususl requirements for watordsl, facilitles or gervicen Prom suppord come
ponents. If so, be showld sresnpe for apprepriste discussions with apar e
tlons officials to imclate and refine thess requirements withowt WERtesgary
daclogure of sensitive Informatlion.

e With respeot to Misslonm TIX and IV, the Chiefs of Admwinistralion
and the smwppord plamers should Joinkly sbudy the suppert reguirenents of
each planned operational tesk in a manner simdllar to thet followed for
Mission To The objective ehould be not only te dsbarmine the qusnditetive
and gqualitative matore of the overwsll supoort cequiremsnta of those plammed
operationg, bat to dedect signifioant op wivsual 1tems whdoh will reyaiee
advance plarming and action by suppord componentd.

1le In conclusion, all peroons concerded sre reminded that aupport
plarring at the program level is alwed at seowving the guldence, authordity,
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funds and persomnel necessury to oEXLY sut 8 genewsl progrume It is
not astlon planning -~ thly coours ot the project level. To ths extant,
hoever, that support plansing da baasd upon operational plans which are

soented logleaXly snd consistently from year ‘o yeur, the vasis for &
gyaten of infegrated and conowerent operations) and suppard planndng has
heun providede .

15, The tagk is to develep Lhe ssslest sdsquate syatem to forecast
support requiremente, evaluate capebilities, end plan all necessary ade~
justmente on & tlmaly pasin. A& svitstle proosss to accomplish this task
i1l take seversl years to perfool, and it will only be accomplished if
aperationsl and support plannera oollaborate with gontinued and ever-inprove
$ng mubual understonding and deturmination. .

13. Tt de very lmportant thet all parbies racognlse thet we are under-
taking to oupe with an old problem in o new and logloal way. We cannot
davelop a perfect plasning eygton oear mights 1t willl be 8 slaw process.
rifterences of opinicn es to methol end degree of support planning will
arise bob muet be settled prompily and enleablye

e The SPAID/S should be notvified prompily of any significant
Al ferenses of opivien w aardows problems encountersd. He will asalst
and pardioipate in the doveleprent of the plamning process insofay &
possible. He will alse rolew prempbly sny poliey questions which may
arine to the OSFE and the SSA-ID/S for resclubion.
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